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TAMMIE KNIGHTS:

Good afternoon. My name is Tammie Knights from the
National Charter School Resource Center, and I'm
pleased to welcome you to the webinar “Board L g
Governance: Finding, Recruiting, and Retaining

Outstanding Charter School Board Members.”

May 23, 2013

@ceo WAIR
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The resource center is funded by the Department of
Education’s Charter Schools Program and serves as a

About the Resource Center

The U.S. Department of Education is committed
to promoting effective practices, providing technical

national center to provide resources, information, and assistanc, and disseminaiing th rosources crilcal
[0 ensuring @ success of charter S‘l: 00IS across
technical assistance to support the successful planning, B et e srmert
.. - . . g . Research, has developed the National Charter
authorizing, implementation, and sustainability of high- School Resource Center.

guality charter schools; to share evaluations on the effects
of charter schools; and to disseminate information about
successful practices in charter schools.
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| want to quickly remind you about our webinar platform.
You can listen to the audio portion either through your
computer or over the phone. If you are not prompted to
enter your phone number, please dial the number that is
listed in the chat. If you have any questions throughout the
webinar, please enter them in the chat, and | will collect
those and funnel them to our presenter, if she doesn’t
address them through the presentation.

..............................................................................................................................

The National Charter School Resource Center is funded by the U.S. Department of Education’s Office ®
of Innovation and Improvement and administered by American Institutes for Research, under contract
number ED-04-C0-0109/0004 m
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| have muted all of the participants because we will be
recording the webinar, and we did this so [that] we can
ensure audio quality.

Presenter

Today, you'll be hearing from Marci Cornell-Feist, [the]
founder and chief executive officer of the High Bar. Ms.
Cornell-Feist is a nationally recognized expert on charter S
school governance. She is the author of the Charter e High par
School Trustees Guide and of numerous articles, including
two issue briefs for the National Association of Charter
School Authorizers. And with that, | will turn it over to

Marci, and we can begin our presentation. Slide 4
MARCI CORNELL-FEIST:

Thanks, Tammie. Hi, everybody. This is Marci. Welcome N

to the webinar. We'll just dive in. HIGHBAR
Quickly, what we're going to cover—the topic at hand—is thgthg'Bgd;*;,;we
finding, recruiting, and retaining trustees.
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First, | want to really define the ideal charter school board i U
structure very quickly and then focus on the finding, and » Quickly define the ideal charter school

board structure

then separate out the recruiting and the retaining and the » Finding
Q&A. [In] the last webinar we did a few months ago, :e:;antngg
everybody had so many great questions, and we ran out of HQsA
time at the end, so I'm going to try and shorten the
presentation a little bit and make sure we leave ample time
for the questions at the end. I'll try and get through the big
topics first. A lot of you submitted great questions in
advance, and so I've built those into the presentation and
also put some of them at the end, so hopefully we’ll hit all
your questions, and there will be time for Tammie to field

some questions. So let’s dive in.
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[First] a little bit of housekeeping. Tammie is recording
this, and the recording of the presentation will be available
on their website in the middle of next week, | believe. But if
you want to access the PowerPoint slides now, you can
reach it at this URL here, and then the questions
submitted in advance we’re going to have at the end.

| can see in the notes that some people are having trouble
hearing, so, Tammie, do you want me to do something
different? Or should | just keep going? [pause]

H‘ HOUSEKEEPING
You can find this presentation at:
http:/
pages.reachthehighbar.com/
RecruitBoardMembers.html

» Questions submitted in advance - will leave ample time
at the end of the presentation for questions.
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TAMMIE KNIGHTS:

| think keep going. | think it's not everybody having trouble.
| think just using your teacher voice helps. [laughs]

MARC| CORNELL-FEIST:

Okay, | will do. | have the mic[rophone] really close to my
mouth, so I'll keep going.

Just very quickly, let’s define an effective charter school
governing board. It's not a collection of well-meaning
people, although most charter school boards really do start
out that way. But what you’re really trying to build towards,
when we think about finding, recruiting, you’re trying to
build a highly effective team. You really want to think about
it as a team that'’s strategically assembled to bring the
skills, expertise, temperament, and the time to govern a
multimillion-dollar public enterprise. So that’s what you're
shooting for. | think when you think about building any kind
of team, you want to think about rounding out the skill sets;
you’re not just looking for one type of person.

Defining an Effective
Charter School Governance
Structure:

Crash Course

H‘ Defining the Intent of a
Charter School Governing Board

» Not a collection of well meaning people

Rather........

A highly effective team, strategically
assembled to bring the skills, expertise,
temperament and time to govern a multi-

million dollar
public enterprise.

Slides 8 and 9

National Charter School Resource Center

Finding, Recruiting, and Retaining
Outstanding Board Members—3




So let’s look at board composition. And a few of you did
ask guestions about this in advance.

| often get the question, “What’s the right size for charter
school boards?” Unfortunately, it's bigger than you think. |
really think that after you launch, even in the founding
phase, once you’ve been chartered, the sooner you can
transition to good, active committee work that’s happening
in-between board meetings, the better off you'll be. You
want to use the board meetings for strategic work, and you
want to use the committee meetings to dive deeper into
things. So the committees that | recommend are
governance, meaning a group that looks at the
nominating, the finding, and recruiting—what we’re going
to talk about today—and also looks at the health of the
board and looks at when you might need additional
training, finance, development, and academic excellence.

We’ll do another webinar maybe someday about
committees, but you can go to our website, which is
[http://www.]reachthehighbar.com, and | have detailed job
descriptions there that are free and downloadable—and
you can cut and paste from them—that describe each of
those committees.

If you have four committees, those are the standing
committees that are in your bylaws, and maybe you need
some other task force, like personnel or facilities. You
want a minimum of three people on a committee and have
trustees only serve on one committee because if they
serve on multiple committees, then it really leads to
burnout. At a minimum, if you have four committees and
you have three people on each committee, that’'s 12
people. That's where | get to the 11-15. So, when you
think about finding, and recruiting, and building a pipeline,
| think you need to think about [the possibility that] your
board might need to be a little bit bigger than you think, so
you might need to recruit a few more people than maybe
you were currently planning on.

Board Composition

H‘ What' s the Right Size for a
Charter School Board?

Bigger than you think

» At least 4 committees: Governance, Finance,
Development, Academic Excellence

*» Probably need some other taskforces: Personnel,
Facilities, etc.

» Minimum of 3 people on a committee
*» Trustees only serve on one committee — serving on more
than one committee leads to burn out

11-15 is the optimal number

Slides 10 and 11
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I’m going to talk really briefly about some prioritized skills,
ideally, finance and more than one. You want some bench
strength on finance, facilities—Ilots of different skills there.

» Facilities—acquisition, build out, financing

» Legal
* HR, Personne |

» Fundraising

| had a [inaudible] facility. | had to do buildout, financing,
and that varies, of course, state to state, how much effort T ST o
you need to put in there.
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Legal: The lawyer on the board should be there—not to be
the lawyer for the school—to bring a legal perspective (a
legal mind-set) and to tell you when it might be time, you
know, before you vote on a policy, hey, we should stop;
maybe we should run this by legal counsel. So having one
lawyer on the board is good. Having too many lawyers is
not good. I've definitely seen boards with too many
lawyers; so a couple of lawyers is good.

[Then] HR [human resources] and personnel: Someone
who knows how to build good HR policies and deal with
thorny HR issues. Schools are all people businesses, and
most schools do run into issues around personnel. It's the
one skill that | see across the country that very few
people actually have on their board, so that’'s something
to look at. I'll talk about how to find these people in a few
minutes.

Fundraising: We'll get into fundraising. People asked some
good questions about [the] roles and responsibilities of the
board around fundraising. But | haven’t met too many
charter schools that don’t need to do some private
fundraising; most seem to. So you should think about that.

Education: Even though the business that you're running
is an education business, you’re going to have or you
already have a whole building full of educators—people on
your leadership team, classroom teachers—so | think the
board skills should complement the staff of the school, not
duplicate it. | like really big picture education: people that
have run schools before, people who have run an
independent school, someone maybe who runs a broader

National Charter School Resource Center Finding, Recruiting, and Retaining
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educational program that might be in sync with your
mission, not classroom educators, necessarily, when you
want to bring that education skill; that would be duplicating
what you have already in the building. And then previous
governance experience, for sure, I think is something to
look at.

So first think about skills, but start with a balanced set of
skills but don’t stop there. | think in addition to skills—I
think most people say, “Oh, we need a lawyer on the
board, or we need someone with HR experience.” The =
skills are one important screen to look at, but | think you S
should also think about qualities and then diversity
considerations. By qualities, | mean other kinds of things
besides a skill, so, obviously, entrepreneurial. Charter
schools are real start-ups, and a lot of people are not so
comfortable with start-ups. It depends on how young your
school is.

H Start with Balanced Skill Sets but Don’ t Stop There

Slide 13

You want a sense of humor. If you have a seven-person
board and all of them are devil’'s advocate kind of
doubters, you want some cheerleaders. You want some
people with a sense of humor. You want to balance up that
team.

Everybody, of course, should have a passion for the
mission. Time, for sure, is a huge component that you're
looking for and good at group process. A lot of what
makes a board function is good effective group processes,
and not everybody likes group process. Some people like
to be the lone wolf or the, you know, person with the red
cape that sweeps in and does a big project on their own,
and so that’s something you can test. I'm going to show
you some tools in a minute about how to test for those
qualities.

And then the diversity consideration—ethnicity, gender,
age, geography, religion, [and] socioeconomic. You're
trying to build a diverse team. The more diversity that you
have on your team, diversity in the broadest sense, the

National Charter School Resource Center Finding, Recruiting, and Retaining
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better [the] team you will have assembled that can do
group problem-solving together. If everybody is very
similar and everybody has same life experiences and
thinks the same way, you’re not going to be as good at
creative problem solving. And in many ways, that’s a lot of
the work of the board, so skills, and then qualities, and
diversity considerations.

The last big thing that | want to say here about the i

structure, just thinking about the composition, before we
move into the [topic of] how you find and recruit folks, is CAUTIONIII!
that a real important key to effective governance is a level R sHecs i e

is a level of objectivity

of objectivity. | think you really need to think strategically
about the role of stakeholders on the board.

Now | know we have people on the call—on the webinar— | f
from all over the country, and every state is different.
Some states mandate that you have a certain number of » Parets
teachers on it. Some states | work in actually say it’s illegal ¥ Esshets
to have teachers on the board now, so that varies a lot.
Some states say that you have to have parents; some say
you can’t have parents. A lot of discrepancies—so think Slides 14 and 15
about and learn about your own state requirements and
take what I'm saying and apply it to your own specific
context in your state. But my general rule of thumb is you
really do want a level of objectivity on the board. You want
an arm’s length distance. And | think that the role of the
stakeholders—parents, teachers, and students—is
extremely important. | don’t think you can have a
successful school without hearing actively from the
stakeholders.

Proceed with Caution!

Role of Stakeholders on the Board

» Students

But | think hearing from the stakeholders is a management
function, so your management team led by your school
leader, or your CEO [chief executive officer], or your
superintendent—whatever you call it—the head of your
school needs to be actively hearing from parents on a
regular basis about parent concerns, and then they need
to be sharing that information up to the board. They need
to be actively engaging the teachers and making sure the

National Charter School Resource Center Finding, Recruiting, and Retaining
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teachers are feeling heard and sharing that information
with the board and the same with students.

Seats on the board: Whether you should have a parent seat
on the board, or the teacher seat on the board, or a student
rep—to me that'’s icing on the cake, and the question is
more, “How are we hearing from our stakeholders? What'’s
the management team’s responsibility?” And make sure
that that’s all done very well, and people feel heard, and
there’s the right mechanisms there, and then you can
address seats on the board.

I, personally, prefer not to have stakeholders on the board.
I've definitely seen parents be very effective board
members. It tends to go better having parents on the
board if a third or less are parents, direct consumers of the
product, a third or less of your board members are parents
of kids that are currently in the school. When you recruit
parents, you don’t recruit them because they’re parents.
You recruit them because they bring those skills and the
qualities that you're looking for.

That’s kind of my two cents on that. I'm sure people have
more questions. We can talk about that later on.

Roles and responsibilities: Before you go out and recruit,
you really need to have a clear sense of what the job
description is for the board. You should have a job
description for the full board that says, “When we’re
governing, this is our job. This is what we’re on the hook
for.”

You also need to write out very specific performance
expectations for individuals.

= What do you expect of individual trustees?
= What'’s the time commitment?
= Do they have to give a qift?

= Do they serve on a committee?

» Job Description for the Full Board
» Individual Performance Expectations

» Board Member Agreement

» See samples at www.rez

Slide 16
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Spell that out very clearly. And then, ideally, | think you
should have a board member agreement, something that
says very specifically, “I've read these documents. I've
read the job description and the performance
expectations.” And trustees sign their name and say that
they’re committed to doing that.

And just in the essence of time—because this isn’t really
the topic of the webinar today—you can find examples of
these in the free resources section of our website there,
which is [http://www.]reachthehighbar.com.

So let’s shift to talk about [the following:] “How do we find i
these great candidates?” My first kind of tip for you that
I've just learned from working with—I have worked with How Do We Find Great
hundreds and hundreds of boards across the country for

16 years—is that we all jump to the candidates. “Oh, we
need an accountant on the board. Oh, my brother-in-law’s

an accountant. I'll ask him who he knows”—that kind of
thing. { FINDING CANDIDATES

TIPS

» Board Candidates vs. Referral Sources

| think first you need to think about referral sources, people Examples:

» People too close to you or the school to be effective on

that can refer you to the right candidates because often we vl

just have a pretty tight-knit group on the board, and you i e o et
kind of exhaust your own inner circle, and so you want to

think about referral sources that can bring you out of the Slides 17 and 18
kind of typical circle of people that you’re mining to find

trustees.

A referral source is someone who is too close to you or the
school to be effective on the board, so maybe your
brother-in-law is a CPA [certified public accountant]. He
wouldn’t be good on the board because it would be too
close of a connection—he’s your brother-in-law—but he
might know other people who are CPAs.

People who are great connectors or also people that you
know who are too busy for your board but [who’d] like to
help. In every town, small community, big city, there are
these people that are just—you know—the names in your

National Charter School Resource Center Finding, Recruiting, and Retaining
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town. They are the people that are serving on all kinds of
boards already, and so chances are they might be too
busy for you, but if they’re serving on a lot of boards, they
understand what that means, and they probably are really
good connectors, and they can lead you to other people.

Some examples of referral sources are local politicians
who might be supportive of your mission [and] an
executive director of a local nonprofit you admire. | think in
every community, there are nonprofits that are serving the
same target audience that you are, so connecting with
them. They often are looking for candidates, so you might
have a good board member whose term limits are up, and
they’re rotating off your board. And you could refer them to
the executive director of the Y or whatever the
organization is, and they may have people in a similar
situation that they could refer to you.

I've had very good luck across the country with local
college and university presidents—community college
presidents particularly. They just seem to be good
connectors and just—you know—out in the community
and know people and can refer people to you or alumni.

Chair of the local chamber of commerce: Sometimes the
chamber is supportive of the charter; sometimes they're
not. But if they are, it's a good place to start. So those are
examples of referral sources.

{ FINDING CANDIDATES

Examples of referral sources:

» Local politicians who are supportive of your
mission

» ED of a local nonprofit that you admire
» Local college and university presidents
» Chair of the local chamber of commerce board

» Anyone who is a great connector!

Slide 19

| have had some luck advertising, doing public speaking,
thinking about an ambassador role, and | think these are
good. Many local United Ways have board banks. In the
early days, they weren’t so interested in having charters
be part of those board banks. They usually have a board
fair once or twice a year, where you can get a booth, and
people who are interested in volunteering on boards
actually show up. But more and more, the United Ways, |
think, are coming around and see charters as a fit and all
that. It depends on your locale, but I've had good luck
there.

{ FINDING CANDIDATES

Advertise. Public Speaking. Ambassador Role.
» Local United Way Banks
» Affinity groups:
Hispanic MBAs
Bar Association's African American Lawyers Group

- Local chapter of Association of Fundraising
Professionals

Slide 20
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And I've had really good luck with affinity groups: The
National Hispanic MBAs group [National Society of
Hispanic MBAs] has local chapters all over the place, [and]
you’d be amazed where. The [National] Bar Association
has just every kind of affinity group: African American
Lawyers Group or Women African American Lawyers—all
different kinds—lawyers that specialize in education or
various things, so those affinity groups. I've had okay luck;
it depends on the state and the locale, but there’s the
Association of Fundraising Professionals. So those are
just ideas.

Some of the ways to reach out to them could be asking if
you could put a blurb in their newsletter. You could ask to
speak at a luncheon. Sometimes, they'll let you just pitch
your school. Often, people are just curious about every
forum and whether you realize it or not, if you serve on a
charter school board, you’re probably more of an ED
[education] reform expert than you realize. A lot of people
just don’t understand what a charter is, and how many
charters there are in the state or in the city, and what
makes a good charter. And so, often, I've had good luck
having board members or the school leader go and talk
broadly about every forum and then particularly about their
school, and then at the end talking about the need to find
other board members, so it's another way to find
candidates.

| get asked a lot what about cold calling. And every year,
we do have clients that have amazing luck with finding
incredible people just through cold calling persistence. And
it's like anything. You have to be good at screening, and
you have to be willing to take a lot of rejection.

If you want to do cold calling, some of my tips are...really
focus on what are the skill sets you need. You could target
the small, midsize, large corporations in your area, maybe
the head of HR. Often the head of HR is the one who is
charge of community service for the corporation, and so it
may be a good place to find people. You could target the

{ FINDING CANDIDATES

Cold Call?

» Target areas of expertise at local corporations
Head of HR, Marketing, Finance, PR

» Law firms and accounting firms

» Closest office of big management consulting
firms

Bain, McKinsey, etc

Slide 21
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marketing department, the finance, [and] PR [public
relations].

I've had pretty good luck with law firms. Often, people in law
firms have to do some level of community service. | have a
number of boards that | work with that have someone junior
come and take the minutes, and then just be another set of
eyes and ears in the meeting, which can be helpful.

I've also had luck with accounting firms. And then,
depending on if you're in a city, | have good luck with Bain
and McKinsey. Often, they have younger folks that are
interested in getting board service, and they’re very good
at looking at data and asking good questions—some of the
skill sets that we need board members to have. So those
are some tips about finding candidates.

| think the other piece is to make sure you get the most of m FINDING CANDIDATES

the referral sources and cold calls, so definitely don’t Getting the Most Out of Referral Sources &
waste time. The more specific you can be about the s

qualities and skills, and the fact that you need people who | G
can actually spare the time is important. Remember that P oo

each referral source is a marketing opportunity for you. e et e
I've had tons of people tell me how they cold called or ‘ '
were trying to find board candidates, and that didn’t
happen, but it led to a corporate sponsorship of an event,
or it led to a donation of something to benefit the school.
You just never know what’s going to happen, so just treat

it as a marketing opportunity.

Slide 22

The more you can be specific and have those job
descriptions and attached, chances are you're going to call
someone, or cold e-mail someone, or reach out to a
referral source, and they’re going to want to quickly pass
you along to somebody else. So the more you can give
them materials so they’re telling the story—you know—
they can forward on an e-mail with—here’s the one page
job description about what this group is looking for—the
more likely you'll get what you need out of those reach
outs. So, that’'s some thoughts about finding candidates.

National Charter School Resource Center Finding, Recruiting, and Retaining
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Screening candidates: Once you find them; that’s the first
big step. But the devil is definitely in the detail about
screening candidates.

| have seven steps. I’'m going to walk you through them
and just show you them, and then I'll go into each one in
more depth.

1. You need to make sure you have all the tools in
place before you actually start the process.

2. You have to have the full board agree on your
priorities, and I'll talk about that in a minute.

3. [You need a] great attitude.

4. [You need] a low-stakes screen; you want to make
sure it's low stakes. Give yourself plenty of outs, in
case the person isn’t a fit.

5. 1'would have them visit the school...

6. Attend a board meeting and/or a committee
meeting...

7. [before I] decide to nominate.

So those are the seven steps. Let me take you through
those in detail.

How Do We Screen Candidates?

H‘ 7 STEPS FOR SCREENING CANDIDATES

Step #1:  Tools You Need In Place
Step #2:  Full Board Agree on Priorities
Step #3:  The Right Attitude

Step #4: Low Stakes Screen

Step #5:  Visit to the School

Step #6:  Attend a Board Meeting and/or
Committee Meeting

Step #7:  Decide to Nominate

Slides 23 and 24

Step number one: the tools you need in place, [the] job
description, like | said. | would have a sample nominating
policy and process. | would have someone write that out,
and | would get it approved by the full board, and then a
set of interview questions—I’m going to show you some of
the examples of these in a minute—and then clarify the
roles and responsibilities in the recruitment.

= What's your school leader going to do?
= What's the committee going to do?

=  What's the full board going to do?

Ideally, you have a committee, usually a governance
committee, that is responsible for drafting the job

{ SCREENING CANDIDATES

Step #1: Tools You Need In Place
» Job Description

» Nominating Policy and Process

» Interview Questions

» Ranking Sheet

» Clarify Roles & Responsibilities in Trustee
Recruitment Process

~School Leader, Committee, Full Board

Slide 25
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description, drafting the nominating policy, drafting the
interview questions, and then you would share that with
the full board and get the whole board to buy in and sign
off before you went out and did stuff.

| think the school leader should have a huge role in this. |
wouldn’t give the school leader, like, full veto power, but |
would want the candidates to meet your leader and be
really inspired by your leader and feel like they click with
your leader. | would definitely want the leader to be
involved in setting the priorities and being involved in the
screening process. | found that many school leaders—it
depends on the time of year—but most school leaders that
| work with are very actively screening and recruiting
candidates to teach in the school all the time, and they just
are in that screening mode, and they tend to get, over
time, very, very good at kind of assessing out how people
are going to fit with the organization. | think that really
applies to the screening of candidates as well because
much of the screening of candidates should really mirror
and kind of feel a little bit like a full kind of job interview.

Let me show you a few of the tools.

Interview questions: | think that people make the mistake
of only asking questions around skills and expertise; | think
this is where we’re most comfortable. | give you a few
samples here. You could ask people [the following:]

= What ideas do you...are they comfortable
leveraging their networks and their connections to
benefit the school?

= Do they have some past issues—real or
perceived—conflicts of interest that maybe could
interfere with their service on the board?

You could talk to them about previous governance
experience. For example, if you want to see how
comfortable they are with fundraising, you could ask them
to describe a project that you raised money for in the past.

H‘ SCREENING TOOLS: Interview Questions

Ask questions in 4 distinct areas

» Skills and Expertise

Slide 26
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And then, of course, all the regular questions people ask
when they’re used to looking at it—you get a résumé from
your candidate—and you just ask them about, you know,
their work life and things like that.

So | think you have to ask them [questions from] these ' SCREENING TOOLS: Interview Questions
four [areas]. Area number one is skills and expertise. Most Ask cpimstions In 4 istinct aress
people are comfortable with that. [But] most people leave
out the next three categories.

ituation in which you had a conflict with a team
e, or manager. What strategies did you use to

| would definitely ask a whole lot of questions about
teamwork and group participation. These are just sample
guestions, so how you would test for that.

Slide 27

= When you're in a professional group, do you often
change your mind on issues about what you feel
strongly?

= Can you think of any examples when you changed
your mind or when you didn’t?

= Describe an experience in which you had
leadership responsibilities with a group. What
worked? What did you learn about yourself?

= Describe a situation in which you had a conflict with
the team member, an employee, or a manager.
What strategies did you use to resolve the conflict?

You’d be amazed at just pushing a little bit on the
teamwork and group participation, you can really kind of
flush out some things that you wouldn’t have known if you
were just asking about skills and expertise. So | would
think about that—some questions on that topic.

The third area is time and energy. You want to make sure H' SCREENING TOOLS: Interview Questions

that you really probe if they have time to serve on the Ask questions in 4 distinct areas
board. | think we often feel like we have to beg and plead o oty ot o
and cajole people to serve on the board, even if they're 'nﬁn?:r,fr,::V:.:h"z,‘:,‘:::.(";’.2'5;‘3"::;”;23,”::‘;;:3;”
super busy. And | think you just want to know upfront, are e o
they going to make time? Is this going to be a priority? o
Because otherwise you'll get them on the board, and they —
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won'’t follow through, and it'll become frustrating for
everybody.

Some questions you could ask around time and energy
are [as follows]:

=  What projects are you passionately committed to
right now? Because you might find out they’re really
into six other really cool projects, and it might make
you think, hmm, I'm not really sure this is going to
be a fit.

= Do you have any other nonprofit commitments that
might be a higher priority to you than this service on
the board, and, if so, what are they? You can better
evaluate and be honest with them about whether
this is going to be a fit for them time wise.

= How many board positions do you currently hold?

=  What conflicts could your service to this board
present?

| would ask some things around that.

And then the last category, which is often the most
important and a little bit tricky for people, but | would
definitely test for philosophical alignment. I've seen tons
and tons of board members, just great board members but
on the wrong board—someone who passionately believes
in really progressive education on a very back-to-basics
kind of board, or vice versa.

You really want to make sure that your mission and what
you're pushing are things that can really align with your
school because if not, you're just going to be butting heads
all the time.

= So, philosophical alignment: Where do your
children go to school? Are you satisfied? Why or
why not? You'll find out really interesting things if
you ask that.

= Do you think public schools should be in the

H‘ SCREENING TOOLS: Interview Questions

Ask questions in 4 distinct areas
» Philosophical Alignment

Where do your children go to school? Are you satisfied, why or
why not?

Describe your of an excellent public school?

Tell me about an experience or achievement from your own
schooling that was particularty powerful for you?

Slide 29
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business of teaching character and civic education,
you know, depending on your model?

= Describe your vision of an excellent public school.

= Tell me about an experience or an achievement
from your own schooling that was particularly
powerful.

| think you’ll get really interesting responses, and it'll help
you say, “Oh, yeah, | can see how they’re going to relate
or understand our mission.” Does that make sense?

So I would ask about those four questions and then come
up with questions in each of those four categories. And to
the extent possible, I'd try and ask everybody the same
guestions so that you can really do an apples-to-apples
comparison. | also think it's important—you will inevitably
find people who want to serve on the board that you don’t
think are a fit, and so you want to make sure there was a
fair and equal process and that everybody’s going through
a similar process that you’ve documented.
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Then | like to use a ranking sheet. This is just an example
of an evaluation form because, ideally, you might have
two, or three, or even four people out screening
candidates and then you want to bring back their
experiences with interviewing them and try and do an
apples-to-apples comparison. This ranking sheet helps
you quantify it a little bit.

You can see here I’'m asking about the relative experience
and rating on a scale of one to five. Definitely invite is five,
and one is definitely reject. And then teamwork, you know,
asking those questions and how did they relate on
teamwork. How did they relate on the commitment and
then philosophical alignment.

Ideally, they’d get a score out of 20. And you may have a
policy that, you know, if someone gets—and you wouldn’t
invite anybody on who scores below a certain [score], like
below a 15 or, you know, a 13 or something like that.

H“ SCREENING TOOLS: Ranking Sheet

Board Candidate Evaluation Form

H'  SCREENING TOOLS: Ranking Sheet

2. Teamwork:
Wil the candidate make 3 good team member? Is the candidate open o hearing others’

]
needs before his of her interests and needs in making decisions?

3 4 5

3. Commitment
Is the canddate wiling

hethis ful energy s the

gy
‘expectations? Doss he or she have the tme necessary o be an active board member?
= nd

“Probatiy vis  Defiatsly Invea |

H'  SCREENING TOOLS: Ranking Sheet

4. Philosophical Alignment

Doses nthe. nd of both the
Wl the candidate based on ah with he

masion, rather tan besed on parscnal needs snd consderations?

Prodatly Rerect Unzure Prbobly Invte  Defisely invie
1 2 3 4 5

‘TOTAL SCORE (out of 20):

Overall Impressions:

Slides 30-32

Part 2

So that is the idea about the interview questions and then
the ranking tool.

You definitely should have the full board agree on the
recruitment priorities before you go out. We have three
openings. What are the prioritized skills we need? Some
people may think all three positions should be filled with
fundraising—people with fundraising capabilities. And
others may say no. We need someone with facility, and
someone with finance, and someone with fundraising. You
want to talk about that and have the governance
committee make a recommendation but then come back to
the board and let the whole board weigh in.

The same with qualities or diversity. You want to talk about
those and make sure that the people who are out

H“ SCREENING CANDIDATES

Step #2: Full Board Agreement on Recruitment
Priorities

» Skills
» Qualities

» Diversity

Slide 33
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recruiting have a really good slate. Just like when you
were going to fill a position—you know—at work. If you
have an ideal candidate in mind or a series of positions
you’re filling, you want to think about that so you can better
come up with a match.

The next step is the right attitude. You definitely want to be
screening, not begging. | think you should really have this
attitude that it's an honor and a privilege to serve on your
board, and not everybody gets to do it. | think the more
you position it that way—even though internally you may
feel like oh, just begging them; | really, really hope this
person will come on—I think that does a disservice to your
school and your board.

Don’t just sell. | think we tend to just talk all about the
school, and there’s all these exciting things, and we’re
really trying to cheerlead and entice them. But | think you
also really need to stop and listen and make sure that
they’re a good fit, especially for time and for the mission.

| know we had a few questions about people who aren’t a
fit. So definitely give yourself an out. | wouldn’t start with
we’re looking for board members. | would say we're
looking for volunteers. We're looking for committee
members, and we’re looking for board members, and just
set the tone. If you just say we’re screening people for
board candidates, it sets the expectation that’s a yes or no
answer. If you say that, you’re casting a broad net. You
may find someone that has great skills but maybe
personality, or time, or other things means they’re not
going to be a good fit. [But] they can definitely be a
volunteer and focus on a particular project.

There’s a board I’'m working with now that recently found
someone who actually has really amazing Web
development skills, [but] it turned out in the interviewing
process that they’re changing jobs, they’re having a
second child, they’re very, very busy and serve on three
nonprofit boards. It was just clear to me, as much as the

{ SCREENING CANDIDATES

Step #3: The Right Attitude
» Screening not begging
» Itis an honor & a privilege to serve

» Don’t just sell - lister
especially for time and
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board would like this person to join them, that she wasn’t
going to be a good fit for the full board membership. But
they approached her about being a volunteer and really
helping them improve a lot of their Web capabilities, or
website, and some other things they’re doing. And she’s
just going to work as a volunteer on a special project. |
think that’ll be better for the board and better for her at this
time, and, who knows, maybe her time will get freed up,
and she can join the board at another time.

| also really highly recommend that you try people out on
committees, and so have nonboard members as
committee members. | think that you can try them out that
way. It’s fair for them to get an experience about what
serving on the charter school board would be and whether
they can handle the workload; there’s usually less
workload on a committee. Some people are really happy
just serving on committees in perpetuity. Maybe they don’t
have the time for the full board or they don’t want the
whole responsibility. | don’t think it’s just a given that
everybody would want to work on the...just serve on the
board.

| mentioned having this clear and transparent process—
that written policy and process and steps—and then
making sure you follow through with fidelity to that, so
someone can’t say that you’re treating different candidates
differently. So, that’s step three.

Step four is the low-stakes screen; come up with a set of
guestions, like | showed you. Come up with questions that
probe about skills and expertise, teamwork and group
participation, time and energy, and then philosophical
alignment.

{ SCREENING CANDIDATES

STEP #4: Low Stakes Screen
» Come with a set of questions
» Test for:
Skills and Expertise
Teamwork and Group Participation
~Time and Energy

Philosophical Alignment
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Definitely have people visit the school. If they can’t get in
their car or take public transportation and come to your
school and actually tour it, | definitely wouldn’t nominate
them to the board. Have them meet some additional
trustees and definitely meet your CEO and get a few other
peoples’ vibe check on them. When they visit the school,
you can retest and ask them new or different questions
around those same categories, just to get another read.
And then definitely have the people who meet the
candidates complete their ranking sheet to try and make it
guantifiable and compare your notes.

"

SCREENING CANDIDATES

STEP #5: Visit to the School
» Trustees and CEO Meet
» Test on same 4 categories of questions

» Everyone complete a ranking sheet — try to
make it quantifiable

Slide 36

As far as step six, | would have them attend a board
meeting and/or committee meeting. In fairness to the
candidate, you should let them get a sense of what the
work will be like. Let them see the board in action. Let
them sit through a board meeting and tell you whether—
you know—they think they can contribute or not.

"

SCREENING CANDIDATES

STEP #6: Attend a Board Meeting and/or
Committee Meeting

» In fairness to the candidate, let them get a full
sense of what the work will be like

Slide 37

And then decide whether to nominate. | already mentioned
think about trying everyone on a committee first and then
think about appropriate ways to say thanks but no thanks.

"

SCREENING CANDIDATES

STEP #7: Decide to Nominate
» Think about trying everyone on a committee first

» Think about appropriate ways to say “thanks,
but no thanks.”

Slide 38

The last bit here is about retaining trustees, and then we’ll
move onto some of the [questions]—I can see folks are
asking a lot of questions.

So a few pointers here about retaining trustees, and the
first is board meetings. If you get great candidates, but you
run really lousy board meetings—board meetings that go
on and on and on—and they take four hours when you
really could streamline them and take two; when you want
your board meetings to be strategic rather than reactive;
and if all you do in the board meetings is repeat things that
happened in the past or read out reports that were
circulated in advance, then people’s attention/attendance

How Do We Retain Great Trustees?
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at the meeting will wane. You want to make the meetings
about the future, not reporting on the past. You don’t want
to read out reports; you want to really dive in, and roll up
your sleeves, and talk about the key strategic issues. You
want the reports to give everybody background—a
jumping off point.

You’ve got to have excellent facilitation. If you come up
with a really tight agenda, you want to stick to it. If you say
something’s going to take 15 minutes, you want to really
hold to that and run really efficient meetings.

BOARD MEETINGS

» No more than 2 hours long
» Strategic rather than reactive
» Excellent facilitation

» Always sticks to an agenda

Slides 39 and 40

| would definitely do a thorough orientation for folks. | think
often people put all this effort into finding the great
candidates, and then they just dump them on the board,
and then they’re sort of lost, especially if you have a tight-
knit founding group and you’re trying to add to it. They
often just look around, and they don’t understand what'’s
going on, and, often, they rotate off.

Two questions that were submitted in advance here are
[as follows:]

= “What should the board induction process look
like?”

= “How much information at once, and how to make
sure they clearly understand the role of the board?”

| recommend a variety of things. | mean, you definitely
want to give them a copy of your charter and the minutes
and agendas from the last year and have someone walk
them through that, and maybe have them spend time at
the school. A lot of the boards that | work with actually do
an orientation/refresher for the whole board once a year,
so as they add new people, | think, you could do a
refresher on the open meeting law and some various
things that people need guidance with.

This is a good question. “Is there an ideal calendar to
adopt in terms of when to add or orient new board

Thorough Orientation

» Make sure to provide a clear orientation to the
school, the charter, and the history and the vision
of the organization.

» What should board induction processes look like? How

much info at once, and how to make sure they clearly
understand the role of the board?

» Is there an ideal calendar to adopt, in terms of when to

add/orient new board members, and when terms of
board members begin/end?

Slide 41
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members and when terms of board members begin and
end?” | think, ideally, | like having the annual meeting
around now, so May or June, so you end the school year
by nominating new trustees and selecting your officers and
your committee chairs so that then you already know who
is on the team and who is in the leadership positions. You
can use July and August for good strategic planning for
the year, and then when doors open at the end of
August—or some of you probably open in early August—
you can kind of hit the ground running.

A lot of people have their annual meetings in the fall, like at
back to school time, but | find if you have your annual
meeting and elect your new trustees in September/October,
then you're doing your planning in November and
December, and then all of a sudden a big chunk of the
school year is gone. | like to have the transition around now,
SO people can use the summer to get more up to speed.

A few tips about board meetings: | think | said this in the m BOARD MEETINGS

last webinar if some of you were there. But | like every i

single agenda item to tie to a key annual goal of the B veuyeguocesny ke toog wo sk god
. » Use a timekeeper & stopwatch in addition to

school. The agenda format that we use in our board-on- st e board mesting

track platform, when you put in an agenda item, you link it P =

to an annual goal, so you can track how much of the board
meeting time is actually spent on the strategic issues,
rather than things that are not strategic. | would definitely
use a timekeeper, stopwatch, if you need it, in addition to
the chair, if you're having trouble staying on topic, on
agenda, and under a two-hour time limit. You should try
making someone else the timekeeper. It's very hard to be
the group facilitator and the timekeeper often, so the chair
could probably use some help around that.

Slide 42

| always do a very quick evaluation at the end of the board
meeting—plus, minus, delta:

= Plus. What was good about the meeting?

= Minus. What was bad about the meeting?

= Delta, What would change about the meeting?
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| would just have the chair or the chair to the governance
committee just go around the room and point to each
person and just ask them to weigh in—plus, minus, [and]
delta. Because in reality you all go out in the parking lot
and actually have that conversation anyway, and if you
would sit in a room and actually just take two minutes and
go through that, you will learn from it, and you’ll improve
things.

Last couple of things here: strategic not reactive. Some of ff Strategic Not Reactiv: Creating the
you may have seen this, but this is something that we use o KT ot
a lot at the High Bar. But if you start at the bottom of that . .
chart, when you’re a one-year-old school, ideally o .

20 percent of your time is spent on creating the future, so 20% 80%
not what’s happening this month or what happened in the

past but future things. And 80 percent is probably reacting

to stuff that is happening now. But as the school gets
older, and this is somewhat aspirational, | know, but ideally
by the time you’re five years old, 90 percent of the board’s
time should be talking about next year. If you have five
years of budgets to actuals, if you have five years of
teacher retention and student retention data, you should
be able to start shifting the board to really focus on the
longer-term goals of the school, not just the reacting to
what’s being thrown on the board table that month.

- N W Bs o

Slide 43

As you shift in trying to recruit more board members, the
more strategic the work is of the board, the more you’re
going to be able to attract and retain high-caliber trustees.

A few other tips | like for retaining. | find that a lot of board | 4. eree Board Member card
members just walk around feeling guilty, like | should T ———
probably do a lot more. | served on a board of a small LT - T T Tl
museum and came up with this. The board chair recruited A
me to chair the governance committee, and | asked him i
why, what he wanted me to do as the chair of the
governance committee. And he said | just want them to all

stop feeling guilty. | run into them in the supermarket, and Slide 44

our board members just, like, turn the other way when they

see me because they all feel guilty that they’re not doing
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something. And most of our trustees actually were doing
a lot.

This guilt-free board member card: We develop it once a
year, and | think good board members are governors,
sponsors, ambassadors, and consultants. The good
boards that | work with—the effective boards—do all four
of those things all the time or most of the time. So you
really spell out [that] the governor attends these 10 board
meetings and [the] annual board retreat, and usually |
would put the dates in there. Sponsors give a personal gift,
find three items for the auction—whatever. You can
customize these for each trustee. An ambassador role
might be bringing people to a breakfast tour or host[ing] a
‘learn about charters” event at your workplace. A
consultant serving on the committee. You can customize
these, but that’s an example. It just helps people, helps
you retain people. It gives them something kind of tangible
that, “Oh, if | do these things, | can be guilt free. I'll be
doing a good job as a trustee.”

So let’s shift to some of the questions | think Tammie’s i

been collecting. And, again, Tammie is going to post the Q&h
recording of the webinar on the Resource Center webpage T ekl i, s
the middle of next week, and if you want the presentation, . “:h“:“'“ N
not the recording but the PowerPoint slides right away, http://

. . pages.reachthehighbar.com/
you can get them there at this link. RecruitBoardMembers.html
Tammie, do you want to give me some questions? And | Slide 45
also have some of the questions that people submitted in
advance.

TAMMIE KNIGHTS:

Yes, absolutely. One question was just your

recommendation about having nonboard members serve

on committees.

MARCI CORNELL-FEIST:

Yes.
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TAMMIE KNIGHTS:

[’m] just wondering what your thoughts are on that and
how you've seen that work.

MARC| CORNELL-FEIST:

Yeah. | think | mentioned that, but maybe | said it very
quickly. I think it's an extremely effective technique. In fact,
a large number of the boards that | consult with that are
High Bar members actually have that as policy. Many of
them have it as a policy that you have to serve on a
committee for six months or a year before you get
nominated to the full board. It’s just in fairness to the
candidate.

If I have strong financial skills, I'm probably going to do
better starting on the finance committee—that’s my area of
comfort. Like, | don’t want to understand about AYP
[adequate yearly progress], and state test scores, and
disaggregated data, and regression models, and all that
stuff; the alphabet soup of academics gets a little scary.
But | know spreadsheets, so | can help on the finance
committee. I'll get comfortable, and then you can teach me
some of these other parts of a school.

So on fairness to the candidate, it often works better to
start them in their comfort zone on a committee. And then
in fairness to you, you can definitely figure out if people
have time. If they can’t show up to a committee meeting or
if they come to the committee meeting and they’re not
helpful or they dominate the conversation, you definitely
don’t want to nominate them. You can find out if people
really have the time through this process—having them be
nonboard members on a committee first. And you can also
find out if they have a personal agenda.

Someone asked just now, “Do nonboard members on
committees create issues with transparency laws, like the
Brown Act?” No. | mean if you have a quorum—each state
open meeting law is different. I'm not going to weigh in on
the Brown Act because we have people from all over the
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country. But the open meeting laws require, in many
places, [that] the committees do have to meet publicly.
Sometimes they don’t. But if you have a quorum of the
board or [a] simple majority, you have to meet in public.
The nonboard members don’t count towards that. There’s
no violation there.

Tammie, do you want me to take some of the
presubmitted questions? Or do you want to pass along
some more to me? Either way...

TAMMIE KNIGHTS:

Yes. Let me pass along another one. You talked a little bit
about having multiple options for prospective people
looking to join a school structure, but [do you have] just
any suggestions on how to just reject someone outright if
they aren’t a good fit or for whatever reason?

MARC| CORNELL-FEIST:

Yeah; | think it's important. Each state is a little bit
different. | know a handful of people in a handful of states
that were involved in writing the specific charter laws. In
most places, when the laws were created—you can go ask
your state association or someone you know who was
involved where your law got passed—there was healthy
debate about should we call them school boards or school
committees because school committees and school
boards are elected through...it's a popularity contest or it's
a public election. In many places, there was healthy
debate, and they chose calling it a board of trustees or a
board of directors because an essential part of that was
that nonprofit boards that are board of trustees, board of
directors, or even corporate boards get to self-perpetuate.
They actually get to pick who is on the team. A lot of
people that wrote the original laws thought that was
important, and | think that’s hugely important. | said in my
definition that it’'s about strategically assembling a team. |
think [that] what | would do in those cases is—it can be
difficult, but you’re going to be really glad. Sometimes it's
just better to just do the difficult conversation early on,
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rather than get them on the board. Once they’re on the
board, it's very hard to remove people.

| like to just say, you know, we’re running a multimillion-
dollar business. We're a $5.7 million charter school
operation, and we’re strategically selecting. We only have
two slots, and we really have to round out our team with
people with the skills to help us run this multimillion-dollar
business. Right now, we need these two skills, and you
don’t have those, or they might have redundant skills. So
that’s what | would do. Hopefully that starts to answer the
guestion—it’s a thorny one.

TAMMIE KNIGHTS:

Another question came in just about being strategic about
selecting the board members and specifically about
philosophical alignment. “[Are] there any legal things to
consider when you're asking potential board members
about their children or where they go to school? Are there
any questions that could get people in trouble legally?”

MARC| CORNELL-FEIST:

Yeah; that's a good question. | mean, | think my point was
don’t just ask them about the stuff on their résumé. If you
are on a board of...if you're recruiting someone for a board
of an urban gap-closing school whose mission is to get all
your kids into and to succeed in college, you absolutely
have to ask people if they believe your kids can do it
because, you know, some people say, “Wow, that’s really
ambitious. Can these kids really get into college?” And
sometimes that means they’re just asking the question.
“Wow, you say you’re going to get all these kids into
college, and nobody else in our city seems to be able to do
that. Why do you think you can do it? What'’s your secret
sauce?” Sometimes it's a good question.

Sometimes I've been with people screening candidates
when they ask that same question, “Do you really think
these kids can go to college?” It's code for them thinking
[inaudible] them saying they don’t believe in the kids. And
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of course, the kids can do it. And so you really need to
probe that.

Or if you believe...your school model is a very, very
progressive model, you need to probe whether they think
it's okay for kids to call their teachers by their first name or
if they’re going to have a big problem with that, which is an
example of a board member that this is a bad fit. I've also
been with board members who just can’t stand the silent
hallways and the uniforms of very, kind of, traditional
schools.

So you need to probe somehow. | mean, if you feel
uncomfortable asking if they have kids and all that stuff,
you know, | think it’s fine to just ask [the following:]

= Tell me about a, you know, what's a great school to
you?

= Did you go to a great school?
= Have you been in a great school?

=  What does great education look like?

You'll learn a lot about whether they’re a fit—because
they could be a great potential board member, just not a
good board member for your particular mission and
school.

TAMMIE KNIGHTS:

Thank you. And one question about this guilt-free card that
came up. “How do you tailor that for a founding board or
an incubation, sort of the Year 1, where boards are much
more hands-on? Any thoughts on that?”

MARCI| CORNELL-FEIST:

Yeah; same thing. So, you know, they’'ve got to be a
governor; they’ve got to come to meetings and, ideally, a
retreat. | think in a start-up board—again—I haven'’t
worked with too many boards that don’t need some kind of
fundraising effort, so | think that’s the same. I'm sure
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there’s ambassador roles. Maybe in the really early days,
the board’s rolling up their sleeves and actually helping
recruit kids, and put up lawn signs, and stuff like that, too,
so that might be there. But | think those four categories
apply. The bullets might be slightly different but probably
not too different. Yeah, good question.

TAMMIE KNIGHTS:

[Do you have] any recommendations for folks in a situation
where their district requires the majority of [the] board be
parents, given your comments about the role of parents on
boards and other stakeholders on the board, and just
suggestions for managing that type of board, or possibly
suggestions on how to recruit parents or train parents in
that situation?

MARC| CORNELL-FEIST:

Yeah; that’s great. That’s a good question because |
understand there are plenty of places that are like that. |
would still try and focus on skills because the point of the
board is to help run a multimillion-dollar business. 1 still
think the skills apply, so | would try and recruit parents
based on the skill sets, and | would also really spell out in
the job description that they are there to govern and not to
manage. They have lots of special, you know, they need to
take off their parent hats and put on the board hat,
basically, and think big picture and long term. If they have
specific management-level issues, like pick up and drop
off, or the school lunch, or gym uniforms—those aren’t the
things the board is going to talk about. They should talk
about those as a parent with the principal or the classroom
teacher. | think if your board needs to be primarily [or] is
mandated to be primarily parents or is, | think you should
do some extra governance and management training to
help people understand the difference of the role. But |
would try and make it skill based.

If you aren’t mandated to have parents on the board but
for some reason you do want to have some
representation, the model that seems to work the best is if
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you have a parent group—a PTO [parent-teacher
organization] or some kind of parent advisory council—that
the elected chair or chair and vice chair of that group have
the seats on the board, so at least they are—you know—
they’ve been elected by the parents to be their
representatives, and that model seems to work pretty well.

TAMMIE KNIGHTS:

Great. Marci, if there are particular questions from the
registration questions that you wanted to address, that
would be great.

MARC| CORNELL-FEIST:

Sure. Yeah. I think the first bullet here, “What are the most
important capabilities of board members?” | think we
talked about that, but | think this is a good question.

= Should you look for well-rounded board members or
board members who are experts in varied fields?

= Is there a role for board members who are not
financial resources but are subject-area experts?

| definitely think that team—you want the team to bring
those diverse skills there.

| think that ideally...I think there was another question
someone submitted about fundraising. Most schools need
to do some private fundraising, but | don’t think squeezing
your board members is the right way to go. I think board
members need to roll up their sleeves and help, but the
help could be writing a check; the help could be cultivating
people; the help could be getting auction items donated—
all kind of ways. | would think that you want well-rounded
board members who have some previous governance
experience and bring a very targeted skill that the board
needs.

The second bullet here, which is the transition from an
interim board to a sustainable governing board, is a good
guestion and in particular what to do with a dead weight

i QUESTIONS

capabiities of bo:

would give people who

the role of parents from the school on the board?

l having a PTO liaison attend board meetings or

Our school is struggling with a PTO who wants a
d.
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in term board members and how to politely move them
along.

| think there’s a problem still across the country where
people put a founding board together, which isn’t
necessarily going to be the board that governs long term,
and so you really want to the extent possible to have your
founding board be the board that you think is going to go
the distance. But | think there’s this natural point where
people get chartered between chartering and doors open,
that it’s fine to say, “Now we need to really build a
sustainable governing board and come up with that very
specific job description and performance expectations,”
and give people a chance if they can’t meet those to
politely tell them it’s time to thank them for their service.
Maybe they could step down and serve on a committee
or something like that.

| think | answered the parent liaison question on the
bottom there.

Other questions, Tammie?

TAMMIE KNIGHTS:

Yeah. There’s just a question about having parents and
teachers on the board and what to do when you get into
those conversations that are brought to the board, [like]
school-level conversations that have been brought to the
board, where it may be necessary for the parent or [the]
teacher to recuse themselves if it relates to leadership
issues, or concerns, or parent escalations of a particular
topic. [Do] you have any suggestions on how to handle
those sticky conversations?

MARC| CORNELL-FEIST:

Yeah. | mean, | think the more you can be explicit up front.
Often, people don’t think about this, and then the heated
incident happens. You're going to go in a closed session
and at the 11th hour, the board members look around and
say,” Uh-oh; we can’t have a teacher in here, or we can’t
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have the parent,” and they feel a little bit dissed. They got
kicked out, basically.

| think if you’re required to have teachers and parents on
the board, | think you just need to spell out and have a
special job description for parents and teachers and say
that—you know—occasionally a situation may arise that
you’re going to need to recuse. You know you could spell
out what the big categories are.

This is exactly why if you don’t have to, | just really think
it's cleaner not to have parents and teachers on the board
because inevitably you are going to have these situations
a few times a year, where they need to recuse themselves
or step out, and it just sets up, like, a different class of
trustee, and | just think it sets up a funky dynamic.

TAMMIE KNIGHTS:

One other question around the guilt-free card again. “Is it
expected for each board member to play off of roles or the
idea that the different board members play different roles?”

MARC| CORNELL-FEIST:

Yeah; | think. From my experience, when | look at the
boards that | work with that are highly effective, one of the
key ingredients that’s making them highly effective is that
the majority of [the] board members are doing all four of
those things almost all the time. It's not like some people
are helping with fundraising, and some people are helping
with the ambassador role, and some people are doing
consulting roles. It’s that they’re all doing a little bit of all
those things all the time as a group. If you had, you know,
seven people, or nine people, or 11 people all rowing in
the same direction, everybody doing a little bit of
ambassador work, a little bit of fundraising, you just get a
lot more traction through that. Ideally, you’d have
everybody doing that. Some people are going to be more
comfortable doing certain parts of that than others. Some
people need more training than others. But, yeah, that’s
the intent of that. Good question.
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TAMMIE KNIGHTS:

| think you could take the question that you put up about
the relationship between the director and [the] parent
organization.

{ QUESTIONS

experienced and valued director, what

» What s the ideal board term and how do you keep your board
empowered/knowledgeable with expiring board terms’
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MARC| CORNELL-FEIST:

Yeah. | keep looking at all the questions being submitted,
so maybe I'll ask this one: “Besides firing a talented,
experienced, and valued director, what does a board do
when the director allies with the parent organization and
publicly and privately critiques the board frequently?” [The]
big picture is [as follows]: The High Bar philosophy is that
you’re trying to build a partnership between the board and
the CEO. And, ultimately, the board does hire and fire your
leader, but it really should feel like a partnership. And,
unfortunately, they often...it's set up to hierarchical, and it
becomes an “us versus them.” And so | think this is a case
where it’s interesting. Whoever submitted this said they
were talented, experienced, and valued. You know, | think
if they’re undercutting the authority of the board, then
they’re not very talented, and they’re not very experienced,
and they shouldn’t be valued too much. | think this is
pulling the director aside and saying, “We can’t have a
three-way conversation here.” | mean, hearing from the
stakeholders is the director’s responsibility, and that’s a
big part of their job to be an ally with the board and not to
critique them. | would take serious action if they can'’t
follow through with that.
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TAMMIE KNIGHTS:

| think one quick question and then one a little bit longer, m

and that might be our last questions we can get to. But if et

you can talk to maybe some situations that you've seen T il T,
where a parent board member may need to recuse SR,
themselves. hitpfineces reacthehiohtses cony

RecruitBoardMembers.html
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MARC| CORNELL-FEIST:

Sure. | guess a recent one | saw was a parent was on the
board, and there was a serious issue/accusation about a
teacher in the school, and that parent’s child was in that
classroom. They had just a lot of personal information;
they’re way too close to be objective. | mean one could
say, oh, they have valuable experience because they were
a parent of a kid in that class this year, and they probably
knew stuff. But | think that what’s important, like, for the
investigation that was happening there, | think that parent
shouldn’t have been there. The board was deciding...
there’s this big accusation. What do we need to do legally?
What's the legal process we need to work with the police
and execute this thing? | think the parent was just too
emotional and too connected to it. Does that make sense?

TAMMIE KNIGHTS:

Yep. And another question was, “How do you
communicate board giving expectations? Are there
different expectations for different members?”

Questions?
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MARCI| CORNELL-FEIST:

Yeah. That’s a great question. No. I'm not in a...I think that
everybody on your board should be treated equally, and |
don’t believe that there are some worker bees, and there
are some people who just write some big checks. | think
there should be an expectation for everybody. [inaudible]
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What | like is that these are public schools, so | do see
some schools that have a minimum give/get, which | don’t
like at all. These are public schools; this is not an art
museum or a symphony or you know some other kind of
charity. This is a school for everybody, and | don’t think
you should have to be capable of writing a big check to
serve on the board.

| do like that the board has a philosophical conversation
about fundraising, and if the board needs to fundraise,
then everybody needs to help. I like this term the best:
Everybody gives a stretch gift of best of personal ability.
So, for somebody a stretch gift may be $200.00 and for
somebody else on the board it may be $2,000.00 and that
that information is all private. Usually, if you have a
development director on staff, they can work with the
board, or the board chair, or the chair of the development
committee, so just one person has that information. And
you might report out collectively we’re going to raise, as a
board, $10,000.00, and then you can say report on [the]
percentage of people who have made their stretch gift, so
you don't tell individually how much everybody gave, but
you’re reporting the board’s total goal.

TAMMIE KNIGHTS:

Great. Well, it's 3:01, so | definitely want to thank Marci for
spending the last hour sharing her expertise about board
members, and recruiting them, and finding them, and
selecting them. So, thank you, Marci.

And | want to thank all of our participants for joining us
today and asking such great questions. We hope that you
found this webinar useful, and you can take it back to your
schools or your boards. As Marci said, you can find this
presentation immediately at the website she listed on the
page, orit’s in the chat.
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And we will be posting the webinar on the Charter School
Resource Center by mid next week. We have a brief

Thank you for participating.

+ Learn more about future webinars in the ELL

survey for you to complete to make sure that we continue Resource Centor: el oo o
to provide quality and the most pertinent information to the Thgiv;v:";'hg/:cii{:ifwg
field, so if you could just stay on for a brief moment while | o TR S
the meeting and complete that survey. Thank you and e

have a great day. Slide 50
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MARC| CORNELL-FEIST:

Thanks, Tammie.

National Charter School
Resource Center

National Charter School Resource Center
1000 Thomas Jefferson Street NW
Washington, DC 20007-3835

Phone: 877-277-2744

Website: www.charterschoolcenter.org
E-Mail: charterschoolcenter@air.org
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